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THE  SOIL  CONSERVATIQN  JOB  IN  1956 

Last  Au'^^ust  the  Administrator  cabled  me  in  Pald.stan  asking 
if  I would  come  to  Puerto  Rico  as  Territorial  Conser^/ationist. 
January}’-  3,  1956  I took  over  the  duties  of  Administrator  of  Soil 
Conservation  Service  functions  in  Puerto  Rico  and  the  Virrdn 
Islands.  I am  looking  fora-raid  to  an  interestinr  arri , I hope, 
verj'"  pleasant  experience.  After  I have  been  here  several  more 
months,  I hope  to  meet  all  of  you  at  j'^our  field  offices  and  spend 
some  time  actually  acquainting  myself  nath  operations  in  the  field. 
In  a reasonable  period  of  time  you  should  become  well  acquainted 
vd-th  all  of  the  new  staff  members  in  San  Juan.  Burinc  1956  all  of 
us  expect  to  spend  as  much  time  with  you  as  "ood  planning  and 
effective  scheduling  vn.ll  permit. 

'■'e  are  .mcin'^  to  develop  schedules  and  v:ork  plans  for  all  of 
the  staff  here  so  that  our  time  and  cassis+ance  vrill  be  as 
effective  to  jnu  as  vre  can  make  it, 

'■'e  scheduled  this  conference  for  a nunber  of  ver^v  imoortant 
reasons.  There  are  a number  of  major  items  in  the  fields  of 
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adninist ration  and  operations  that  we  need  to  discuss  as  a 
proup.  In  this  conference  we  x-rLll  discuss  Prorram  needs  and 
in-service  functions.  It  is  essential  that  we  all  have  a thorough 
understanding  of  the  problems  discussed  and  decisions  reached. 

This  understandine:  is  essential  if  we  are  to  work  effectively  and 
ho  a "team  job," 

The  best  trained  technicians  can  not  do  their  job  in  the 
ripht  way  unless  thc3^  are  supported  by  pood  administration.  In 
contrast,  pood  administration  is  not  enough,  'Je  cannot  have  a 
pood  operations  propram  unless  all  of  us  well  understand  the  major 
needs  and  -oroblems  of  rood  administration  and  sound  operations, 

Pver^’  one  of  us  1--  in  a lino  or  staff  " osition.  In  a line- 
staff  organization,  the  flow  of  administration  or  authority  intheCaiib- 
bean  Area  is  from  +he  Director  to  the  ''ork  Unit  Conseiwationists . 
These  two  positions  are  administrative.  All  other  positions  are 
staff  positions,  '’ork  Unit  Conservationists  are  administrators, 

Thej^  represent  the  Service  at  the  ^district  or  work  unit  level. 

They  are  in  charge  of  Service  administrative  functions.  All 
personnel  attached  to  a work  unit  are  administratively  responsible 
to  the  work  unit  conservationist;. 

II#  At  this  conference  we  are  poino  to  discuss  a lot  of  problems 

that  T'd-11  vitally  affect  the  success  of  our  work  in  19^6  and  may 
be  for  j’-ears  to  come,  I want  to  ur^^e  each  of  j'ou  to  pay  close 
attention  to  ever:-'  subject  beinp  discussed.  You  should  take  care- 
ful notes.  If  you  are  not  absoluteljr  sure  you  understand  what  is 
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bein?  discussed  in  this  conference,  I urre  that  you  immediately 
ask  for  further  explanation  at  any  time.  It  is  no  reflection  cn 
anyone  to  say,  "I  don't  know,"  If  you  ask  questions  - we  can  ret 
answers.  This  is  a conference  designed  to  ^;enefit  all  of  us.  Do 
not  be  ashamed  if  you  do  not  understand.  You  cannot  afford  to 
leave  here  until  .^ach  of  j'ouctes  understand.  Some  of  us  may  use 
terms  or  phrases  that  are  unfamiliar  to  others.  Some  of  us  do  not 
speak  Spanish,  we  are  all  supposed  to  understand  and  use  English. 
However,  some  of  you  field  men  are  more  in  the  habit  of  speaking 
in  Spanish  and  for  that  reason,  some  of  our  remarks  may  not  always 
be  clear.  Let's  be  sure  that  we  understand  each  other  and  the 
subject  under  discussion. 

I would  like  to  briefly  discuss  a number  of  items  on  which  we 
need  to  place  miajor  emphasis  in  this  conference.  These  are: 

1.  Ve  AHE  ALL  CGHSEiWATEOI'IISIS; 

Every  technical  employee  of  the  SCS  in  the  Caribbecn  A.rea  should 
first  consider  himself  a conservationist  rather  than  a 
specialist,  L'e  ^re  here  to  do  a conservation  job;  it 
requires  TL.hl  ORK  by  ever^'-one,  must  first  look  at  all 
field  problems  from,  the  viewpoint  of  the  total  job  to  be 
done  - the  total  problem  that  exists  - then  we  start 
woricinc  at  the  job  by  tacklim^  the  individual  phases  or 
conservation  measures  that  r-ood  judwrient  requires. 

"Team  ’’ork"  m.eans  our  ability  to  do  our  job  x-rorkinm  as 
a team.  Each  of  us  has  special  skills  and  special 
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responsibilities.  By  exchancrinfr  information,  consulting 
vri-th  each  other,  and  appljdng  the  best  available  techniQue 
to  doing  the  job,  we  will  be  working  as  a team,  ^-Je  will 
make  fe  rer  mistakes.  We  x-jill  do  better  and  more  effective 
work.  We  x-dll  constantly  be  traininc^  each  other. 

This  is  "TBAI'I  wOPJC," 

2,  Pm^PAR«.TrOH  OF  CM  LO/.L  /.NaLYSIS 

Lurinc'  the  past  two  weeks  all  of  ypu  have  been  prepaidnfr 
the  district  work  load  anal^xsis.  Let  me  briefly  state 
the  importance  of  these  TiLA, 

(a)  We  must  estimate  the  kind  and  amount  of  x>;ork  we 
expect  to  do  before  xve  can  develop  schedules  and 
plans  for  1956  operations, 

(b)  Schedules  are  necessary  before  xre  can  X’jork  effectively. 
Thex'"  are  necessary-  in  order  to  schedule  needed  assistance 
in  training  or  any  other  activitxr  involvin.g  Service 
people.  A ffood  ’’LA  is  a soxmd  basis  for  developing 
schedules, 

(c)  ’e  must  have  a 'XA  shox-jinc^  the  amount  and  kind  of  work 

to  bo  done  before  we  can  prepare  safe  and  soxand  estimates 
for  operating  buderets.  All  operations  of  the  SCS  in  the 
Carib-  A.rea  are  based  on  the  expenditure  of  public 
fxinds  - money  appropriated  by  Gonrrress.  1-Je  have  to 
be  able  to  tell  Gonaress  how  much  money  x/je  need  to 
operate  vrith  before  it  can  be  appropriated,  A careful 
estimate,  district  by  district,  of  the  district  x^rork 


- 5 - 


load  and  the  mjmber  of  personnel  needed  to  do  the 
job,  is  necessary  before  budget  estimates  can  be  made, 
3,  lATOIdirTIQH  Aifu  SlUCiiTION 

^.’e  must  pive  more  attention  and  thought  to  this 
important  ‘'art  of  our  functional  responsibility. 

Every  one  of  you  should  be  alert  to  the  op'oort^onity 
to  keep  the  public  informed  on  the  progress  of  x^rork. 

Good  results  from  the  use  of  conservation  practices 
on  district  cooperators'  farms  should  become  public 
kiiovl-xdre  and  information.  District  supervisors  need 
your  help  in  organizing  tours,  meetings,  and  district 
acti\dties.  See  to  it  that  district  supervisors  get 
all  tne  publicity  possible  in  the  affairs  and  interests 
of  the  district.  Use  your  im.a ^nation,  ingenuity  and 
resourcefulness  to  develop  a '~ood  information  program, 
"art  of  your  effectiveness  as  an  employee  is  determined 
by  3^our  ability  to  develop  an  effective  information  and 
education  program, 
h,  SniEjATm  OF  FDRFOMHCE 

Each  of  you  should  have  a standard  of  performance.  If 
you  do  not  have,  then  it  is  imperative  that  one  be 
developed  very  soon.  In  simple,  understandable  terms 
it  should  state: 

(a)  Your  major  duties  and  responsibilities 

(b)  /:nd  uha  t is  an  acceptable  or  satisfactory"  per- 


formance of  those  duties 
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This  standard  of  performance  should  be  developed 
by  you  and  mutually  agreed  to  by  yoM  and  your  supervisor. 

I hope  time  and  schedules  permit  this  office  to  re-'/iew 
your  performance  vd-th  you  at  least  once  durinr:  mid-year 
1956.  In  some  cases  it  may  be  advisable  to  have  interim 
or  90  da,;"  standard  of  performance  reviews  for  some 
positions.  It  is  the  privilege  of  3ver^f  employee  to  have, 
in  writino-,  the  requirements  of  his  or  her  job  and  the 
qualitj'"  of  performance  expected  of  the  position,  1 1 is 
also  the  responsibility  of  all  administrative  officers 
to  reviexf  the  standards  for  the  job  ^dth  the  employee 
and  evaluate  the  quality  of  the  performance  of  the 
employee  on  the  job.  If  performance  and  quality  of  work 
is  not  up  to  standards,  then  the  emplo3’ee  must  be  miven 
additional  traininr  to  improve  his  performance  or  be 
demoted  or  separated.  Performance  ratings  may  be  riven 
at  any  time  by  the  administrator. 

III.  FARP  PLANNING  - F^CILITAHHG  i'KD  APPLIIATIOK  TIME; 

(a)  In  many  distracts  there  are  8OO-IBOO  Farm  Flans 

(b)  There  has  been  an  averac*e  yearly  production  of  60  to  90 
basic  plans  per  district 

(c)  How  m.uch  application  and  maintenance  of  conservation 
practices  actually  exists  on  these  farms  under  agreement? 

(d)  ire  we  over  emphasizinr  the  production  of  farm  plans? 

Surveys  in  the  past  clearly  show  that  new  cooperators  must 
bo  contacted  enouf^h  times  in  the  first  two  to  three  years  to 
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assure  application.  If  contacts  are  not  maintained, 
a majority  of  farmers  are  "lost." 

(e)  Our  job  is  to  develop  "conservation  farmers." 

(f)  Without  an  increase  in  district  staff,  how  do  we  plan 
to  "’et  farmers  to  maintain  conservation  measures  if 
we  continue  to  plan  at  the  same  rate,  year  after  year, 

( v)  '•'c  need  to  classify  district  cooperators  - possibly 

three  classes  - eood,  fair,  and  poor,  /fter  classifica- 
tion  of  cooperators,  then  schedules  for  contacting 
these  cooperators  need  to  be  developed  to  vet  the 
needed  application  of  conservation  practices  on  the  land, 

(h)  In  developing  our  annual  work  load  analysis  and  prepar- 
ing our  schedules  for  the  year's  operation,  we  need  to 
be  realistic  about  conditions  and  '-jorkloads  and  the 
'■'Ll  should  adequately  reflect  what  these  conditions  are. 

IV,  RIIGRTS 

(a)  Monthly  work  unit  renorts  from  districts  should  contain  more 
than  data  on  axsplication  of  practices.  For  example,  we  need 
more  information  than  a brief  mention  of  a meeting.  The 
monthly  work  unit  report  is  your  opportunity  to  clearly  state 
what  is  happening  in  the  district  in  the  vjay  of  progress  of 
work,  tew  developments,  problems  that  have  arisen,  relation- 
ship problems  between  avencics  or  vroups,  etc.  The  reports 
can  be  an  excellent  means  of  briefly  statinv  the  type  and 
the  amount  of  training  that  has  boen  done,  the  traininv  that 
mivht  bo  needed  by  some  individual  ora  reference  to  the 
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trainin"  assistance  that  mipht  be  needed  from  the  central 
staff  to  the  field.  The  monthly  reports  are*  an  excellent 
opportunity  for  you  to  mention  administrative  functions  on 
which  you  need  assistance.  Information  and  educational 
'"ccomplisaments  should  be  mentioned.  Anticipated  activities 
of  interest  or-  'ffectinp  the  work  of  the  staff  should  be 
mentioned, 

(b)  ''e  intend  to  summarize  monthly  prepress  reports.  The  summary 
vrill  contain,  besides  proaress  data,  timely  coriments  on 
pcneral  and  specific  operations  activities  by  districts  and 
for  all  of  the  Caribbean  A.rea, 

(c)  From  time  to  time  the  summary  ma3'  mention  .'^ocd  performance 
of  individuals  and  work  units. 

(d)  Reports  can  be  made  interesting-  and  valuable  to  you, 

(e)  Re-ports  can  just  as  well  be  colorful  and  interestinp  to 
read,  instead  of  containing  drab  statistical  information  of 
little  interest  or  value  to  anyone, 

(f)  I ne-^d  timelj^  infoirration  from  jmu  in  j^our  monthly  renorts 
for-  my  monthly'  report  to  '-.^ashinaton, 

V.  CaiiETIRm  OR  TR>IRIFO,  5/FETY  AdL  A 

(a)  All  X'jork  unit  inspections  in  19^1^  showed  s need  f.T  ereator 
emphasis  on  training. 

(b)  The  summaries  clearly  showed  some  trainina  is  needed  in 
every  phase  of  service  functions  for  all  personnel. 

(c)  '-Jq  must  find  "vys  and  means  for  proper  schedulin'^  to  c^et  our 
training  needs  taken  care  of. 
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(d)  I want  you  to  understand  some  of  the  requirements  of  my 
job  and  the  jobs  of  others* 

In  turn,  I must  understand  your  job  and  your  problems. 

(e)  Our  training  program  will  help  to  accomplish  these  objectives* 
SAIDIY 

Safety  is  the  responsibility  of  all  of  us.  b’e  must  be  safety- 
conscious* Accidents  are  too  costly  in  lost  man-days  and  in  work 
accomplishments,  besides  the  personal  cost  involved  for  anyone 
who  has  an  accident* 

AWARDS 

The  Department  has  set  up  awards  for  meritorious  service.  The 
award  program  has  been  in  existence  8 to  10  years*  This  committee 
will,  as  one  of  its  responsibilities,  review  the  accomplishments 
of  an  individual  who  has  been  recommended  for  an  award.  It  is 
the  responsibility  of  every  line  officer  and  supeiurisor  to  recofinize 
when  an  award  for  ^ood  service  is  justified*  Because  of  this 
responsibility,  you  have  to  initiate,  in  wrLtinr,  the  reasons  why 
you  think  an  award  should  be  considered.  The  committee  will 
recommend  appropriate  rewards  for  those  individuals  who  have 
demonstrated  superior  accomplishments*  Awards  may  be  in  the 
form  of  cash,  letters  of  recognition  and  commendation  from  the 
Sec re tary* 

I expect  the  Committee  on  Training,  Safety  and  Awards  to  take 
other  assignments  from  time  to  time.  For  example,  there  is  the  problem 
of  morale  and  working  relationships  throughout  the  Service.  There  are 
numercos  activities,  changes  or  possibly  adjustments  in  routine 
matters  which,  if  changed,  might  mean  considerable  to  the  improvement 
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in  working  relations  and  better  understandin--  by  all  personnel  of 
the  Ser’/'ice.  Each  of  you  is  ur^^ed  to  send  any  su^-^estions  you  i-dsh 
to  the  coranittee  chaiman  for  consideration. 

Let  me  emphasize  that  I hope  that  evei^--  employee  of  the  SCS  in 
the  Caribbean  Area  will  feel  that  he  or  she  has  complete  freedom  to 
offer  suggestions  on  any  subject  at  any  time  for  the  improvement 
and  betterment  of  our  organization* 


